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U. S, Department of Agriculture Extension Service, Office of 
and State Agricultural Colleges Cooperative Extension Work, 
Cooverating. Washington, D. C, 


DEVELOPING CCUNTY AND LOCAL PROGRAMS: PLAN USED IN OKLAHOMA.* 


wee, Shelton, State Agent, Oklahoma. 


Deveioping county and local programs is a subject as old as the cowmty 
agent system itself, but even so it. is comparatively new as compared with the 
other departments of our land-grant colleges. Since the passage of tne Smith- 
Lever Act, May 8, 1914, making the extension service a permanent part of the 
United States Department of Agriculture in cooperation with the land-grant 
colleges of the nation on conditions that were accepted by all States, the 
subject of developing county and local programs has been of much concern to 
ali parties connected with the extension service and especially to those who 
are directly responsible for the programs that are to be carried out by the 
county agents in their respective counties. 


Some of the most obvious difficulties in the way of developing a prac- 
tical progrem for this line of educational work might be summed up as follows: 
First, the methed of doing this kind of educational service was new to the 
colleges and the Devartment of Agriculture. Second, all positions had to be 
filled with men who had no previous training for this kind of service and many 
of whom had not even a clear vision of what might be accomplisned. Third, 
these newly appointed representatives of the extension service had to deal 
with an unsymoavhetic public which had but little feith in the eutcome of the 
great movement for the improvement of agriculture in the United States. 
Fourth, erroneous ideas had become prevalent among farm people concerning the 
real purposes of the extensior service. But in spite of all these difficul- 
ties and others too numerous to mention, the problem of building a practical 
program has been tackled from many angies with more or less success. 


When I was appointed assistant State agent in charge of county agent 
work in Oklahoma in duly, 1920, I made a study of the methods that had been 
used in developing county and community programs up to that time. I found 
that in one siage of the develorment of this work the program was virtually 
a method of precedure developed by the county agent to suit his own notions. 
Many programs did not include within their scope a baianced system of agri- 
culture, but permitted the agent, if he were the least bit inclined, to ride 
his particular hohby. I found that in one stage of development the super- 
visory force and the specialist at the college had worked out a kind of 
stereotyped hand-me-down form of progrem to send to the agent for him to fill 
in the number of demonstrations he would conduct, to sign, and to return to 


* A paper presented at the conference of directors and supervisory officials 
of agricultural extension work of 14 Southern States held at Birmingham, Ala. , 
January 8 and 9, 1924. 
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the office for the year's program. I found that at another time the district 
é itting down with this stereotyped form and 
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I found that in many States the extension workers had either directly 
or indirecsiy built en crganization.in order to enable them to do their work 
with grovps instesd cf with individuals, and thereby reach more people and 

ctive. 


make the work more effe 


» 


rat Fa s obsolete, for I fully realized that we had reached a 
sing? in the develoment of the extension service when it was necessary to 
fiiiy avauaint the people of the county with our program of work and our meth- 
o%s of conducting the work. 


e analysis, I was convinced that the first three metnods 
a 


I also made a close anelysis of the farm bureau plan which was used in 
neighboring States, and I am frank to confess that upen first analysis I ws 
inclined to think that was the ideai pian. but, investigating further the 
Gifficulties encountered in other States and considering the opposition such 
a pian was suve to encounter in Oklahoma, I decided that it was impossible to 
use any one organization as a vehicle for carrying on extension work in Okla- 
homa. 


. With this informstion in hand and a full determination to work out 
some plan of develoning comty and community programs that would lessen some 
of the county ageut's Cifficulties, I made a complete. survey of one county in 
company with the district agent and county esent. We found that instead of 
‘One strong county farmers! organization through which we might conduct exten- 
sion work, there were seven distinct organized groups that had for their aim 
the promoticn of some line or lines of agriculture in that county. One part 
of the county had a few very active grange locals. Another had a few Farmers' 
Union locals. The poultry breeders had an active organization that was scat- 
tered well over the county. The Cotton Growers! Association had a strong 
membership well scattered over the county. Also the Pure Breeders' Associ- 
ation was quite a factor, end the county chamber of commerce had a strong 
agriculture comnittee that was active in all problems pertaining to agricul- 
ture and the Free Fair Loard thet represented all the people. 


So, with this survey in hand, we decided to call our first program 
meeting for that county on the following basis. The county agent was to visit 
the head of each organization and explain to him the need of making a county 
program and the help that-his orgsnization could render by assisting in that 
work, When he fully understocd the work to de done, he was asked to select 
at least three men from nis organization to assist the extension forces in 
making a county program, When the men had been selected, the county agent 
visited each man and expleined ic him the work to be done and the part he was 
to take as a represcntative of his crganization, and got a promise from him 
to meet in the comty seat at the agent's call to work out the county program. 
After all the organizations' leaders had been visited and selection made and 
promise of attendance secured, the meeting was called for actually developing 
the county program. 
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After all the preliminary work had been done and a meeting had been 
Called by the county agent to make a county program, the district agent and 
t down to assist in developing the county program with the following 
aims in view: 


First, To lay out’a definite line of work so that an analysis could 
be made at the end of the year to see if any tangible results had been ob- 
tained; if not, why not. 


Second, We expected to make the county agent's office the clearing 
house for agriculture] information in the county by schooling a number of 
leaders of each organization on the possible service the office could render 
if properly supported by their respective organizations and by farmers in 
general. ; 


Third, We expected to clear up some erroneous ideas about the purpose 
of extension work, especially the idea that the sole aim of the extension 
service is t2 increase production. In reality, it does not teacn mere in- 
creased production but economic production. 

Fourth, We expected to have this committee name the farm problems of 
the county. Then, we were to recommend demonstrations that have been proved 
by successful farm practice or experiment station data to be suitable for the 
existing concitions. Hach time we were to determine the object of the demon- 
stration, whether it was to demonstrate the value of gocd seed, the vaiue of 
fertilizer, time of planting, method of culture, or whaiever iesson was de- 
sirable to be taught in that particular neighborhood. 


Fifth, We expected to bring before them the agricultural statistics 
for the county, let them see where their farm practices were cut of balance, 
and have them adopt wolicies that would establish a balanced system of agri- 
culture in the county. 


Sixth, We expected to have a complete program worked out and signed 
by this comaitvee, and copies furnished the press and all organizations in 
the county so that they would be able to inform any inquirer as to what kind 
of work the county agent was doing in the county. 


Seventn, Last out not least, we expected to wiify and systematize the 
county agent work so that it would be possible for the supervisory force to 
keep & proper check on work accor vaplished, end for the subject-matter special- 
ists to properly correlate their program in order tc make their services more 
effective over the entire State. 


The committee met at 10 a.m. on the day set, and after a snort expla- 
nation of what was to be done, each source of farm income was taken up, the 
difficulties namec, remedies suggested, goals set, and policies agreed upon 
for guidance through the year's work, We adjourne 2a at 4.30 p.m. iw owe that 
we had made one ive forward in program development in Oklahoma. 


1498 


na): Ce 


We actually had a county program that had been developed by a repre— 
sentative mmber of leading farmers in the county, who had named every diffi- 
culty, Spat pies remedies for improvement, set goals for demonstrating the 

remedies suggested, set up & number of policies that the extension service 

should ad-voc He te, 2: ad agreed to cooperate with the county agent in heiping put y 
them over. Th 1ey oereed upon the amount of time to devote to each phase of 

the work and sigacé the program to be published in their ccumty papers. This 
action publicly bound them to its support and added that committee to the . 
manber of those wuc hed a true vision of county agent work. 


Dering Janvary and February, 1922, I personally supervised the devel- 
oping of 15 comty pregrams, teking care to do some work with each of the 
district agents sec that we all should have the same plan in mind and be able 
to carry tne same system to the entire State in 1923. 


We followsa this same metaod of developing programs as outlined above 
except that we cailed committees of both men and women if we had both agents 
in the coumty and worked out the programs tcgether, but we did not follow the 
seme method cf selecting the connittee. We found in some counties that there 
were not encugh organized groups to furnish @ representative committee. Then, 

became necessary for the county agents, with such help as they might wish 
to solicit, to seiect a TeDRa sea Lee nunuber of men and women to assist in 
the deve lomient 2 melere vant peocram. in order to save time, we found it 
etter to have the whele commitbee together for consideration or the work 
that is commen toa both Meco than to have the men and women work separately 
tili the closirs how and then come together and read the whole program and 
have it approved, 


At the close of the crop year 1922, the results in these organized 
coummties were sufvicient to encourage us to extend the same system to the 
wnole State as rapidiy as possibie. When the time for making vrograms closed 
in 1923, 52 counties had been organized under this plan with the remainder 
ready to take up the pien in 19al!., 


juring the egents' meetings that were held in McAiester, Tulsa, Enid, 
and Chickasha in Febrossy 1923, it became evident that there was a very weak 


connection between the prograus presented to the agents by the subject-matter 
specialists showing the assistaace they could rhage the county agents and 
the programs we were developing in the comties. This weakness was kept in , 


mind throughout the year with & view to Hy ree) that wealmess for 192), 

So, eariy in Novemuer a snecial conference of specialists was called by the 
director ani the weakness of the past year's correlation of programs was dis- 
cussed. After several hours of deliberation, the following plan was adopted. 
The week of November 159 was proclaimed by tne director as annual report week 
for all couty agents, No supervising agent or specialist was to make any 
dates in the field auring that time, which meant that the entire field force 
would have a tuil weekx in the of fies, At this time, the subject-matter 
specialists were to have their 192!! proprams worked "ont . A week's conference 
was to be held with the supervis ay force and the specialists, and each spe- 
Cialist was to be given a chance to explain in detail his plan of work for 
1$24 and to suggest improvements that were needed in each county. 
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This plan was carried out by giving each specialist from one and one- 
half to two hours to explain fully the kind of work that should be underteken 
in his particular subject the coming year. Each specialist also made a com- 
plete outline of his plan ard supplied copies to all supervisors and county 
agents. So, ail a supervisory force is in the field making programs at 
this time with a ciear imowled ge of what our subject-matter speciaiists are 
able to offer nth way of assistance to county agents. The county agents 
are thus enabled to devclop a cownty program that is in perfect harmony with 
the ideas of the specialists, who are also required to work in harmony with 
the Se Gee heads at the college. For it must be remembered that though 
we expect the program committee to name all the problems, agree on the pos- 
sible remedies, and set the goals, it will be necessary for the supervisor 
wno directs the meeting to lead the committee in such a way that the program 
adopted will be in Line with the policies and limitations of tne extension 
service. 


The community program. - How does it differ from the county program? 
The peceaty Giiscane anit et territory where the agent is serving. The community 
$ Ouly a fractional part. ‘whe county program is a full outline of all farm 
roblems and agricultural policies that will come within the scope of the 
extension activities for one or more years. 
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The community progvam embraces only the specific part of the county 
program that is tieeced to be carried ont in a given community, and the pro- 
gram may be either county-wide or local in its scope of importance. ‘So, when 
the county program is ouilt and the agents are able to comprehend the whole 
field they are expectsd to cover and the amount of time that can be allotted 
to each phase of the work, it is then up to the agent to proceed with the 
organization of his community progvams in order to carry out the activities 
Suggested by the county program. in our State, the method of carrying out 
the community pregram wili vary with the county, and even in the county it 
Will vary with different ccmmmities. Where the agents find local organiza- 
tions of fama people, they organize community work through such locals. But, 
if no organization exists, it is necessary to form some kind of a community 
Cluo where tne farm folk can meet and discuss their farm problems and arrange 
to carry on the needed extension work for the community. 


Time will not permit going into detail on methods of building community 
programs, so it will suffice to say that a good constructive county program 
Can not be Carried on without a iarge number of active communities cooperating 
with the county agent to make the extension work a success. We have had but 
one serious drawback in carrying out community programs. Some of our agents 
expected too much of toca leader S$ Or supervisors and were disappointel. Our 
experience in Oklahoma is that cniy the paid agencies can be expected to de- 
vote a specific amovus of time to a particular project. The local leaders 
will assist and boost the work, tut the comty agents must so arrange their 
work that their success will not depend on the help from local leaders. 


In conclusion, I wish to say that this plan of developing cowmty pro- 
grams is new tous. It has been in operation only two years and was tried 
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in 52 comnties this vear. 
aple to work out a well-balanced and unified program for both county 
home Cemonstration agents, that will enable the supervisory force of 
lege to check the work properly each year and suggest timely changes 
provement. At the same time, we have a large group of men and women 
coumty who have assumed the responsibility of naming the things that 
be done. Through this method of getting a group of people to assist 


But we believe that through this plan we shall be 
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avoid the complications that are liable to rise if we ally the extension 
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forces tco Closely with any one farm organization. 
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and girls who are strangers to any kind of club work. There must 
among them who would fit perfectly into a fruit club project. Closer 
on with home demonstration agents and nutrition specialists in the 
of better homes and better living is essential. Cooperation with 
ss interests is necessary. The tackling of the vital problems in a 
ay is fundamental. We have the background of good work well done and 
bright future of bigger things yet to be accomplished. 
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